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Plans for future tests 7
Six tables accompany the text.
- The objective of the research project described herein is to test the theory that the size of a social group affects the ordering and the quality of that group' s relationships.
The plan calls for a test of the theory in four fields: education, business, municipal government and the military. An application of the theory in the first field, education, was undertaken some time ago, and the theory fornd to be substantiated there. That work has been described in an article ,, and an analysis of the implications of the theory has been made in another 2 . This, the first annual report of research done under Contract Nonr 3646(00), Office of Naval Research, covers the initial phases of the planned check in the field of business.
The hypothesis by which these tests are being made states that:
The administrative component of an organization increases in size at a proportionately greater rate than does the containing organization in a situation of increase in total size.
First Test of the Hypothesis
The first checks on the applicability of the theory to business were made with a stratified selected sample of the units of the Crocker-Anglo National Bank. On 31 January 1962, the base date for this segment of the study, the bank had 116 units and resources of just over $2 billion. It is organized on a decentralized basis, with an Administrative Headquarters in San Francisco and 115 branches throughout the northern two-thirds of the State of California, The Personnel Department, in the Administrative Headquarters, maintains complete records of all units in the system. It was possible, therefore, to select a sample of units at various size levels, to review the job titles and organization plans of these units, and to determine, with the assistance of the department, the proportion of administrators in each.
The results are shown in three tables. Table I reports on the number and percentage of administrators --defining an administrator, for the moment, as "a person having responsibility for an direction of five or more other persons." Table II places the units of the bank in three size groups and shows no significant differences in the proportion of administrators by these groups, and Table III summarizes the proportion of administrators when the definition of "administrator" is taken to be a person directing the efforts of, first, five others; then four, three, two and one.
This test with the Crocker-Anglo Bank does not substantiate the hypothesis. Indeed, the :results show clearly that as the units of the bank grow larger, the proportionate size of their administrative components declines. First, the Crocker-Anglo National Bank has an unusually large Administrative Headquarters --probably a consequence of the nature of its business. Of the 5011 persons employed in the system, on the base date, no less than 1101, or nearly 22 per cent , were in the central headquarters.
This massive unit apparently retains within itself a number of the functions which a decentralized organization with a more conventional structure would ordinarily assign to the field units. The Personnel Department in the headquarters, for example, does a large share of the hiring for the whole system --handling almost all such work for levels above that of clerk.
Second, the nature of the bank's work permits a high degree of job standardization 3 -or more exactly, demands it, since one of the keys to the bank's survival is predictably complete accuracy. Other jobs are so highly specialized as to require several words in their job-titles: "Supervisor of Letterof-Credit Advisory Section," or "Trust Income and Real Estate Review Clerk."
It is very likely true that once these jobs, both those standardized and those specialized, are learned, the amount of supervision they require is small.
Because of this factor, the bank has adopted the plan of appointing one person in most branches to direct the efforts of nearly all 'worker" personnel --a person who is quite uniformly designated as the "Operating Supervisor." His span of control is wide. In one bank of 34 persons, for example, 21 report directly to the Operating Supervisor.
Third, and related to the above, is a fact revealed in the fifth and sixth columns of Table I .
These show that the proportion of administrative titles is greater than that of administrative positions, by a ratio of about three to two. An administrative title is designated in the Crocker-Anglo system as one ranging from Head Bookkeeper to Chairman of the Board.
An administrative position, for the purposes of Table I , is one wherein the person holding it is responsible for five or more subordinates. This phenomenon, again, is a function of the nature of banking, which sets up a number of responsible positions whereof the holder must be a well-trained specialist --in many cases, a seasoned expert in some field of banking. His function is essentially that of decision-making and negotiation with persons outside the system. He works hard, but his supervisory responsibilities, as often as not, do not extend beyond his secretary.
An extreme example of this arrangement is found in the International Banking section of Administrative Headquarters.
Its roster shows a total of 84 members, of which two are Vice Presidents; five, Assistant Vice Presidents; five, Assistant Cashiers, and five, 3upervisors.
Though there are 17 administrative titles, only eight persons direct the work of five or more subordinates. Table III clearly illustrates the process of placing a large number of persons under the authority of the Operating Supervisor. If the reader's attention is directed to a bank at a given size level --say, Branch Number 22, of 45 persons --and he looks across the line labelled "Administrators" at the figures given under the columns labelled "Five or more persons directed" and so on across to "One or more persons directed," he will see that there is very little change in the number in the various columns. For this particular bank, even reducing the number of persons directed to one will account for the gain of only one administrator.
In Bank Number 31, with 73 persons, there is no change at all across the board. It is only in the two largest units, Number One Montgomery, and Administrative Headquarters, that the number of administrators changes much with a reduction in the number of persons directed. This means, of course, that the relatively few persons who have supervisory responsibilities have fairly large ones --an deditional reason why the hypothesis does not apply in the case of the Corcker-Anglo National Bank.
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Second Test of the Hypothesis
The second checks on the applicability of the theory to business were begun on a stratified, random sample of acute general hospitals in the San Francisco Bay Area. The material which follows covers the first seven hospitals of a projected sample of 28 hospitals.
By way of definition, acute general hospitals are facilities "staffed and equipped to provide various types of intensified hospital care including but not limiteo to short-term care in acute, medical, surgical and obstetrical services."14 They are clearly different from nursing homes, maternity homes, and convalescent hospitals.
The results of this initial test are shown in Tables IV and V. The first of these shows the proportion of administrators in the seven hospitals so far reviewed, when "administrator" is defined as a person directing the efforts of five, four, three, two, and one subordinates.
For purposes of sharper analysis, the Nursing Service segment --always the largest single part of any hospital --was extracted in each case from the overall figures on each hospital and the proportion of administrators determined in the same manner. These results appear in Table V, This as-yet-incomplete test on hospitals does not substantiate the hypothesis. The percentages of administrators are so randomized among the various size levels that no pattern whatever emerges.
Comments on the Second Test
The sampling process has not yet gone far enough in hospitals to determine the degree to which organization in the Nursing Service segments is crucial to the proportion of administrators in the whole organization. It should be noted, paranthetically, that in determining the size of a hospital staff, persons and positions can be counted interchangeably in all departments except Nursing Service. In this major segment, however, the necessity for keeping all shifts covered mpkes it mandatory to count positions. Thus, it may take four persons to cover one "Staff RN" position during three shifts and over week-ends, but this manner of counting makes no difference in the ratio of administrators to total staff. When Nursing Service units are examined, some interesting changes may be noted among the seven hospitals reviewed to date. Hospital F, which overall is second in number of total staff, drops to fifth place when the hospitals are ranked azccording to size of Nursing Service. Nurses in this hospital constitute only !9,45 per cent of the total personnel, whereas in four others in the group they c•c)nstitute between 51 and 59 per cent of the total.
Furthermore, it will be noted that the percentage of administrators in this relatively small segment of Hospital F is more than twice the average when the It is clear that "team nursing" is widely practiced in the hospitals investigated --indeed, it is an adjustment to changing conditions within hospitals that is becoming accepted across the country. Team nursing serves to distribute the knowledgable efforts of the registered nurse more widely than would be possible if she were working alone --for her "team" generally consists of a licensed vocational nurse, an aide, and an orderly, hospital attendant or some other less qualified person who can, at her direction, carry out the more routine tasks. The registered nurse thus devotes herself more to record keeping, and to organizing the efforts of her subordinates than to performing the more traditional services for the patient. She becomes, in effect, a kind of administrative link between doctor and the patient. Current journals in the hospital and nursing fields are filled with articles which assess the changing role of the nurse. With this change in role, of course, come changes in the administrative organization of both Nursing Service and the hospital as a whole.
If the preliminary data so far gathered do not substantiate the hypothesis, they do invoke speculation about a related assertion --namely, that there may be a certain stability about the proportion of administrators in various kinds of groups.
The figures in Table VI The next step in tht research is to extend investigation into the remaining 21 hospitals in the sample of 28. Their sizes, in the larger cases, amount to more than three times the largest hospital so far visited.
In the second year, plans call for the testing of the hypothesis on California municipalities. The cooperation of the League of California Cities has been secured. This test will take note of the relationship between the number of administrators and the total number of persons in the city governments of various sizes, and also will note the relationship between the size of the city governments and the total populations of the containing cities. City-manager governments, which make up nearly all of those in California, will constitute the universe.
